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~ Objectives:

) & . . “
Effective menegenent, largely & funct;ioniofieffectiv,g;::axiagers,.,through Executive Developzent (¥). - ~
Esgential manegenent continuity, without loss im TESPOTS iveness. end £lexibility,; tmrough Executive Development.
Best use of available telenv within the Federal;v;Goye:rﬁmer}t; _without exclusion of. those entering from the outside,
¢ Uinrough Executive Development. . [ . - A ' : ’ .
Rrosdzned perspective’s’:knowlédgeé'ai‘.‘a." skills through Executive Development.
Achi‘evemen‘t of Executive Development by the jdentification end development of high—poteﬁ'bial employees in mid-
o me.nagemgg:t (pormally. GS, 13-15) end the provision of develcpmental experiences for incuxbent executives (norms
I ¢S 16-10). L : :
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" CRITERIA AND APPROACHES IN GUIDELINES SUGGESTED INTEZRINAL CRITERIA AND APPROACHES

JFOR IMPLEMENTATION OF GUIDELINES . FOR APPLICATION IN THIS AGENCY

BY IIDIVIDUAL AGENCIES ' -

FEDZRAT, GUIDELING I: High Level of Organizition Cormitment

A. Develop and ennounce & policy for A. Prepered and forwarded to csc, per its requirement, & statement of
executive development,enabling each execu- tpe pasic policy, organiza’bional structures end processes that will be
tive end espirant to gevelop to the i‘t_zllést ) followed by CIA Ain implementing an ED prograll, compatible with Federal
extent; consistent with egency needs end |- _Guidelines (See Teb B). ..., S
his interest end gbilities. Anmounce 1. | «: N aes Cy e I o e Dhe -
policy the resources to be comnitted. . o L. y
;- =B, Assign responsibility for ED to & : 3. ED/C has assumed this responsibility. )
( principzal assistant who regularly reports . '

i

" to_ the agency head. His primery duty iz
. to jnsure that ED progrems meet organize-
- bion goels and priorities.

"ﬁd'; D@;sl'ie;te;iéd Deputies' Meeting as EVRB, with collective responsibil
for f,ormlating, implemén'ting and manitering Agency-vide proyanjcl

achievé Agency ©bJ ectives -and to meed Federal Guidelimes. .

¢, Esteblish high-level Exeeubive Mah= -
power, Resources Boerd (EMRB), consisting
6f orgenization executives to: ;
$%2(1)  monitor ;exe;:gtj_;(e 'deve_lc_;pm\‘enjb ;gndT

PRI L | . - . IR T A T . T P ] P . o Ld e s R Te
tird T Serier progress vorest QTEELET NG R
L ettt fion objectivessy [T A T arnessiat B .
Bis (5) pevort stewardshim of lexddutive tooom e O Do :
g s Pt
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“D. . Number of boards within each agency D. Adv1aed CSC that Agency will rely upon Depuby Directors, Career .
to deperd upon its structure and mission. Service Heads and career service structures to manage ED program.

’;(W”E“e formalized cereér progrems; Lereny Lt el Fon Hoth loternie L : -
used, an agency may waﬁt a board for '
eac;,.) ! o ¥ ; vecr o ‘ HaS NN B st )
s ! : Co 4 2T myor SO R AT : : : "
-E.f eeigna+e an Execut¢ve Manbower TS ‘E.. D/Pers Was de31grau°d ’MJO and -given responsibilities outllned ror
Fonagewent Officer (E}0), normally +the EMMO in Federal Guidelines. ED/C informed D/Pers thet his princip-"
revascnnel head, to p*ov1de a focus for .. | role will be to provide advice to ED/C and Deputies; formulate = )
21l executive manpower activities end to- eriteria and suggested procedural approaches; and provide detailed
report on the program directly to the steff assistance to career service officials and supportive staffs,
prircipel essistant for ED. 40 can ach as eppropriate. In lieu of using fized formats and reports, ED/C ‘has
es executive director of EVRB. IMMO to requested D/Pers to provide illustrative materials +that can be used

-review internal developmental activities | or- adantea, as’'applicable, by Directorates end cereer serv;ces in .
and developrent essigmnment systems; maine- menaging their-own ED systems. ) E
tein liaison with CSC; and conduct - T . ¥

studies on ED. He will supply guidance
to supervisors on avzilability and rele- B ' :
vance of development and training essign=- ) o .
rents; assist then in employee coaching R AR e

end ccunseling; and help them to prepare N Coh :
executive development documents. 'He will v
aét es “rlrc1n_l aavwsor and coordﬁngto*

marabe“e 2t is eccorp 1sbed by forua714ed
career programs and he® will exercise, as_ to
his principal ‘urculon, the coo*dlnat;on : :
of &ll matters relatlrg to executive | _ Dot T
defelopme“t. o ‘

,

FEDERAL GUIDELINE IT: Development Plans for Fach Mid-Manager or High Potential Executive

A. . Tdentify and develop an epprovriate A. Career services should take the following considerations into zccow
numbe* of high-votential mid-manegers for in the process of identifying and de"e;op_ua indiviguels within the. .
executive vaca:c*es.“‘ ot practlcal or, : G“aqes GS 13-15 who are believed to have executive votential

0“0” c"T'to invest'in’ the sarme g‘ourt . ) Reguirements ;or effective performance vary
of ca”*'cume“. for' eacb emnloyees re chlrg . executive posi ulons. Critical elements of

e nrw,;w-!— rewat iy
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"®?  in their performahce and their abilities relatirpg

i I 2 . o S0 Co Co . :2 5
gpplied in ‘thé identlflcatﬂon and development o* executive
candidetesi * '

(2) Specific ED plan§ and actions should be tailored %
fieble g2ps in the individual backgrounds of can i

)

y-:. d’ 0
o
<
(]
1]

tive Tuture wtilization. {is an example, see Ir iv
Sheet for SP carcerists in Teb C.) - IR

3) Emplovees with recognized executive potential may be needed
‘where they are assigned and difficult to replace. Carser
service interests, however, may best be served by fairly long-
range and careful planning to determine how those with execu-
tive potentiel can be moved to achieve a cevelovm a2l purpose

., with minimum éisruption, not only to accermodate the over-

" riding needs of the career service and the individusl con-
cerned but also to assure the effective utilization of the
employees corcernea during the course of their developmental
activity.

n
hol

I’IDr\"l-

() .Although it is frequently difficult to meke firm long-range
plans covering future incumbents of senior positions, it is-
possible, by focusing on this issue, to avert rost ill-pre-

(.. Pared or precipitous chenges. Planning will permit slterna~

tive choices and pertinent personal deve lonmcnu o] ,a‘é place.,,

Even if some contingency planning does not raterialize, pro-
perly selected development of promising individuzals will be
beneficial. : .
(5) Se’ectlon° of cendidates for executive positions and their
subsequent development (including maintenance of records on
their.status) must be handled in-a way that misun 1derstandings
will not result or lead to charges of elitism.
(6) Officers in Grades GS 13-15 selected for specific fevelop-
mentel treining and assignments should be counseled, When~
o’

ever fessitle, that actions affecting them ere beins teken
Frenog:

to enhahce their chreer cpportunities and c--ectLWQ-ess, In
general tkoy sbaula nou be told that they are candidates for
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. v ; RS SRR in the case of hendling en unexpected vacarcy, planned turnover and
. : S A B Y wos oy development usually involve. £illing e number of positions and
- 3 e ‘ identifying a number of candidates for each. (As & simple illustra-
s . : SR tion of an executive candidate roster, see Tab D.)
N ¢ . i s . - »~
Prepare for each incumbent executive D. The Agency epprised CEC that formal individuel cereer Dplans were
£ ‘)mié—manager selected for executive tried unsuccessfully in the Agency. Tndividualized reviews and rlan—~
gef=iopment en individuel developzent ning of the developmental needs of specific individuels (i.e., most
- pleg designed to improve his performance _ relevant to them and their prospective wtilization) are recognizcd,’
a.qito prepere hinm for prospective execu~ | however, to be valueble tools. These actions can be taken in a '
tive icb(s). ndividual plans could: - variety of ways, DY gifferent levels of offiecials, and for verying.
inciuvde: ) " reasons. For ED purposes, Career reviews should encozpass mest, il
' ' o not all, careerists in Grades as 13-15. (Tuese reviews should not
(1) self-initiated sctivities (pro- . be confined to individuvals currently considered eligible for prozo-
. - fessional assooiation activities; tion or availeble for assignment.)
technicel personal skills acqui-~ | . “ T
sition, and reading progrens); The combined listing in one paper of 21l individuel developmental needs
: ‘ identified by a career service is en easy methcd of estezblishing train-
(2) treining in managerial perspec-— ing and assignment inventeries for ready reference ené planned izple-
' tives (such as reorientation of rentation by the CMO or career service representatives. It provides
’ outlook and re-evaluation of a systeratic focus while avoiding the shoricomings of formalized plans.
priorities); rernagement tech- (As'a simplé‘illustrationrof developmental recuirerents 1isting for

vl didates, see Tab D.)

niques end skills (for example:
ADP tudgets, operational re-
segrch, labor-menagenent rela=’
tions, counseling, progrean fund-
ing, nature of political lezder-
ship end knewledge of influence
o . structures); and professional“_LEc\
-7 and occupatiornal knowledge or
C teckniques (formal agency or
inter-agency courses, formel
L courses at an education institu—~
2. tion end perticipation in pro-.
fessionsl conferences, and’
St deminers);
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E. Need to recogniie that increased
cereer interviewing and coaching will
be recuL ed.

e e

E. In & 'written CONﬁLrlcatﬂoh, each career service should:exvlazn its -,
ED program to careerists under its jurisdiction -- objectives, approaches
and var*‘cipatiﬁg arrangexents. Careerists should be invited to express
their personal interests in jobs or training that would enhance theiw
future usefulness. They should be __mo""rtecs., however, that acticns sub-
éecunntly teken In consonancc with their expressed desires are +to be

constived ohly as efforts +o improve their quelifications and career
status, rather than as evidence of their participastion in an 3D progran.

7L BT GUIDELING TIT: Trproved Mobility Progrems

A. Need orgenizational, occupational
mobility programs to suoport ED effo“us.
(Much development is best accomplished
on the job.) Agencies should have a
systematic plan for rotational assign-
rents within bureaus and should work out
robility programs across agency lines
for which individuals may volunteer.
Each zgency's system should be bease
upon individual development plans. Some
Job rotations fitting desired noblllty
pat ms are: similar jobs in different
geogrephical areas; similar jobs at

fie instellation; similar jobs within
different organizations; and Jobs in-
volving similer leadership or adminis-'
trative skills in different areas.

-
B

di;‘lgent places in headcuvarters or in a -

A, In the Noverber Deputies' Meeting and in the Director's last Anmual
Conference, ’ increased mobility of well-quelified officers and executives
was advocabted. Following these meetings, the Director of Persc‘re-
prepared proposels providing for (1) expanding she uoe of Vacancy N

tices throughout the Agency; and (2) facilitebting the au"*e* of
employees across career service lines in order to £111 pelov'tj needs;
resolve personnel surpluses; and develop selected pe:sonﬁel. Lﬂe PwP“To
indicate that the institutional cavacity to move zble

points of optimum utilization is a common interest of the D
and the Agency. The papers alsc focus on the DOLWCY adventagss of en-
COLT&UIHU worthwnile requests to be made and promptly settled, wi

consideration of the respective interests of the f*ﬁces ené indiv
affected. Finel action on these proposals shoul d meterially conty

“to implementation of Guideline III.

Each career service should evaluate the needs of individuel careerists
to receive work experiences otner than those Dr°ViOuS~’ recelived. ZEs-
sentially, the success of an increased mobility program in the Agency

is contingent upon each carcer service taking the time to plan the xinds
of developmental work experiences that are needed by individu
teking wmoammwwrmmrnesmm:bakmwmms Previous experiences end
probable future utilization and potential. hsod developmental

periences of any duration skou*d be accomplished relatively early in the
cercer-life of of;acars (a time of learning and least disrupticn).
frdiv*ﬁu37“ahtic ns can.be.systematically decided upon by esch career
service. if: it epueo'1~:es 2 preferred pattern of developmental. worz

rj;
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Satisfy en sgency's needs for training
by putting together appropriste combinz-
ticns of various delivery systems availe~
gble, including: egency crientetions;
program skill courses; 0D seminars;
personal skills development courses;
irter-agency courses involving menage-

r Bt and techrical skills; and non-
5-Dernmental Drograms, such e&s academic
-

) ccmmercial courses.

v

" Approved For Release 1

S Y
-7 ‘mént of promi

sing officers durirg their Agency careers; B

reragenment training has been strengthened, e.g., the * !
Managerial Grid and Fundexmentals of Supervision and ¥enage-
i'ment havé been'added to the core program, end élements of

A
A
H

e

Gancasn s

managenent training have been added to other core coursess;
end
L I I N P

i e R e e G e ey

S 7(3)} consideration is being given to a leadership conference for
" senior officers and to the development of a hew brench
chief course (or o course for GS 13-15"s selected for execu~
tive development) that could concentrate intensively ugoz
‘ Agency-oriented menagement problems, management situations
7 “wendrmanagement epplications, having particuler reference to
the branch level and zbove.

New and more responsive training resources constitute an importan
first step, but their value depends meinly upon & more systemetic effc
throughout the Agency to implement individusl training requirements
Annually or semi-annually, éach career service sheuld .determine which
-developmental needs possessed by candidates for perscrnzl or exscutive
development can best be accommodated by training. Importantly, these
decisions should tgke into account the most appropriate kind of train-
ing that should be used.” In essence, this cencept starts with indi-~
viduel develcpmental needs end fitting training {(or other develop-
mentel acticns) to them, rather then finding suiteble candidates to

£it available training courses or responding to employee requesis for
v

stg
~Internal or externel training. (The latter ray or mzay not relcie to

.en employee's developmental need or his potential Tor furiher develcp-
ment as seen by his career service.) The time reouired to implemant
©* planned treining arrangements tends to be offset Y the tize other-~

wise consumed in going through the rmotions in in dual cases of con-

ri rovels, ete. More-

over, good planrning will evoid rmuch of the chronic di Ticuliy encounte

in meking able officers available for training, - . ..

Tu order to progranm sctivities and staffiﬁg ﬁeeds,‘OTR geruinely needs
"0 obtain reasonebly accurate forecasts of training resuirements well
999/09/24 : CIA-RDP82-00357R000800170014-5
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in advance - some of them a year shead, such as the core cours
Once reguirements are received, OTR should be able Lo rely uron
projected enrollments remaining reasonably firm. The changes b
made to link training recuirements to peLSOHa* developnrental ne
. should fazecilitate realization of these requirements, and it Is be-

’ lieved = comprehensive listing of treining requirements, both develer
|+ mental end non-developmentel, in the new fAnnual Personnel Plan (now )
uner preparation) will provide & vehicle. for career services to ..

B + perform the important task of planning and forecasting training needh)

.
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F:D“?nL GUIDELINZ V: Improved Development Program Evaluation

A. Onerate mecherisms for evaltatin g the A. Through the EMRB mechenism, ED/C Deputies will generally = onitor
effectiveness of ED programs at several ED pregram. Career services heads will annually report to Deputy con-
levels. These include reviews to deter—~ ce.ned on ED progrem. ED/C will review annual progress within each

re the effectiveness of develcpmental Directorate with Deputy concerned. D/Pers, as E20, will provide
experiences for individuals; effective~ policy proposals-to EMRB and steff assistance to career services.
ness of sub-systems (performence epprai- ,
cal, identification processes, actual Specific-standards for evaluat*“g the success of developzental pro- )
promotions versus quality of those pro- -graxs in the career services will be considered after the cerecer ser-
noted, traininrg); and the effectiveness vices have had sufficient time to assess thelr particular develcp- )
of the total pregram. Provide feedbeck mental reods end to determine the. thrust end scope of tnelr futur
cn specific results in echieving criteria personal developmental programs. i

and epprosches shown under each of the
Guidelines. T R

B. Give speciel attention to current - - “B. --Among items to be studied in faciliteting and evaluating the future
vtilization of resources and p7ans in effec°1venesqu- the Ageacy's ED program are the following:

cerrying out ED progrems. Utilize ED PO , ; :
objectives as standerds for evaluating .'. (1) evaluat~rg crlterla for incumbent executlve versus pre-

the setual distence:covered toward ob- N .. . ..executive program K

teinment of objectives.
= (2) method of selecting ED candidates;

{TLe CSC will Derlodﬂcgl,y review ney RIS
,.a“s and progress and comc:ne 1ts fin
irgs in = *:no** to the Presicent on, -

”tL- state of exec tlve aevelo prment . |
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roment-vile and for each agency.”
The Guideline indicates that both the.
substance and form of these evaluations
wiil te modified by continuing exper-
Zence. ]

(s)
(6)
(1)

value of different developmental methods;
feasibility of developmental transfer; and

development of specielists &s renegers.
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